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failed to uneever any othor aethed of leadership dewlop-> 
■ent In broad usase vithln the naval eetahllahaeat. Vaeva 
appears to be no expressed official policy In the navy oon- 
eemlnc Methods of leadership tralnlns for officers* In 
view of the aoknowiedced Inpertance of dynanic lesiaershlp 
in the pez*forMenoe of duty of an efficer* there ie definite 
Justifieatlon for the foreiilatien of an explicit policy for 
the planned* organised cievelepeent of leadexahlp seong all 
offieera and the innediate iMpleowntatien ef auoh a policy 
by Means of a femal navyoslde prograM. It la pertinent 
to note thet at the pxeaent tlMO there are More than twen- 
ty research projects being conducted Is the area of leader- 
ship and huMan resources under naval research contracts* 
yet net o»e of these Is currently studying the praotlcal 
process of leadership developMont*^ 

It was pointed eut under the dieoussion of leadership 
developMont is chapter III that tha prohlSMe faced In the 
developaent of executives in industry are in Many respects 
synenyMous with those faced by the Military services In the 
developMont of officers along non-technlcal lines* 

£ 

From a personal interview with Dr* Joan Crlsawell* 
Offiee of Maval Heseareh* Husmui Hesources Division* -^'ash- 
ington, D* C* 
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Froa r«vl«« of wfeii943 hav« b««n aacio of tba 

«a«a aathod In buslmHit and in ttea navy, it haa fcaan natad 
tliat aoM aaae in baslnaaa alralaa hava ^aan aarfcadly aia- 
liar to tha aaa aada o-f tha taohnlqaa in tha naval raaarve 
training progrMi, It ia logioal to aaaaaa, tharafora, that 
Buoh of what haa baan said ooneamlng tha ebjaetivaa and 
tha raqulalta alcjaants of an axacutiva davaXopnant progran 
ean ha naaningfully appllad in fomulatinK a laadarehip da- 
valapMnt plan far naval af ficara. 

Objactivaa and Elananta of Frapoaad Plan 

Fron tha foragolns study of tha natwira of laadarshlp 
and tha procaas of laamlns m It wauld oparata In tha de- 
valopawtnt of leadarahip, it apfurars that a pxxtsran far da- 
valopnant of naval ofticara ahould hava m it# ai» the 
growth of inaight and ability ta wndaretand m»d aolva prob- 
lana in buum ralatiana. This caXla for tha davalopnent of 
a *'tetaliatie intalliganca" that would give rlsa to a nilio 
tary nlnd which could aig>loy buraaucratie and inatltutional 
■athoda for tha aecoapllahsNtnt af thaaa tasks which dtaiand 
tha ragulatory character of such nathadolagy, yat« at tha 
sa»e tiaa be tha typa of aind whleh eeuld Maintain tba da* 
graa of plasticity necessary to aasura keen insight Into the 
■ultitudlnoua influences uhioh affect tha reapcnsivanass of 
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■«n. indlKht such mb this %k>u1< be characterized by an at- 
titude which would encouratge active participation at all 
levels In the day-to-day problea-solvlng process, to tbe 
end that the best possible solution to each problen be 
produced, yet which would sanction no dlnlnutlon of tbe ac- 
ceptance of the right of authority vested In allltary coa- 
nand« 

For naval officers, a training prograa must be practic- 
al to be successful, for they, like busy executives, must 
answer today *s problems today rather than dwell upon the 
theory involved. Tbe leadership development program which 
this thesis recosmends is a ease study program conducted 
within each local command organisation with maxlmvai empha- 
sis upon the practical aspects of problems similar to those 
being faced dally by each particular group. An outline of 
the key points of such a program Is given in Appendix L; 
those key points will be discussed briefly the remainder 
ef this chapter. 

Before the case program can be formulated, certain 
criteria must be agreed upon which will assist In the ulti- 
mate determination of whether participation In such a pro- 
gram has produced desired results. In ether words, there 
must be a delineation of how an acceptable leader at each 
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•eh«Io«j anta In c«eh braacli of tba navy actually parfonia. 
Unfortufiataly, tba present stat« of k?K)«rlc<ase and acra— an t 
on thla (futailon la so llaltad tbat tha reraalation of con> 
creta orltarla la not poaaibla, Fron a revietr of tbe liat 
af current rasearch topics, plua a brief imraatlg&tlon at 
tk» Bureau of Naval Foraonnal, tke author hea bean unable 
to rind evidence to Indicate that a tboreugh Job descrip- 
tion and analyais at tha officer level has ever been ac- 
soa>i)liebed, er is at preoant conta«platad. Kavertheless, 
it haa al?*aady been noted that a great deal of continuing 
reaearch la t>elng aponsored by the navy In the field of 
leadaxehip, and It la to be hoped that neaningfiil results 
will be aceolerated. If, through aoee fon# of factor analy- 
ala, naval leaders could Ihr divided into the nlnlsMaB nunbor 
of types which would adequately define the needs ef the ser- 
vice, and if these asparate coai^oaite types could he de- 
eerlbed in concrete t%vn& which would provide e sound basis 
for v^atabliehlng criteria for leaderehip training, then the 
probloei of developing an effective prograo for such, train- 
ing would be greatly alnplifled. 

The lack of truly objective criteria for use in fom- 
ulating a develoixaent progr.teci ahould not, however, dieoour* 
age the effort to do the best peaaible Job with the know- 



163 





r 

( 



i' 



$ 



W 





















i 







«it 



I 



«t hand. A« pro(r««« Is Mds In thm srsss sf bsslo 
SBd sppllsd i*ssssx*oh, ttes findings eso and should bs eon* 
tlnsKJUsly Intsgratsd Into ths strueturs of tkis dsvslopBsnt 
prossdurs ths« In sxlstsnoo. Ths liindlsf task Is to ss* 
tsbiish tbs laost objsetivs Issdsrship criteria which can he 
agreed ig>on and to proceed to forawlate the training pro* 
graa with these criteria as a goal. 

The first aajer eleaent of a ease progrm which would 
have to be developed Is the casebook itself. This aantial 
should consist of three sections: a naval leadership **text’* 
section, a case aethodolegy section, and a section provid- 
ing ssleeted eases and giving pointars on how to draw up 
ease hlsteries locally. 

The naval leadership section would consist priaarlly 
ef a revissd version of tlwi 19^9 edition of Kavsl lisader * 
ship . 7 Such a reviaion sliould present a textbook discus* 
Sion, taking Into account all the advances which have been 
accepted frea recent leadership research, and, in addition, 
providing a reprint of a few selected papers in the srea** 

^ Dr. John K. nsephlll Inforaed the author that an 
evaltuitlon ef the book and its early use at the Saval Acad* 
ewy, done by Dr. Pilnore Sanford and hisMielf, Is to be pub* 
lished in sn early issue of a psyehol^ical periodical. 
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•lailar to tb« approach uaad by fcobort Tutin In his meant 
eanaboak in h>«Ban ml&tione.^ 

Tha eaaa vathcxioloey saetlon alsould be a proeadural 
presentation^ offerinc a conpleta dlscuealon of hew ttia cetse 
•cthod ean bast be used to aeae^plisb tba objaetlvaa aemad 
upon in astabllsblng the ux'ltarla far this landarchip da- 
velopoant progran. It should be prepared by profeselenal 
experts under navy contrast, but It should not represent an 
extresMs approach • such as either the free*' or 'deter- 
nlnate* Methods tend to be. Pinal decisions on context should 
mst with a board of expei'lenced naval offlcere. Specific 
advice should be Included on such topics as how to eatab- 
llsh the proper student-centered atnosphere, the appropriate 
actions called for on the port of the Instructor and the 
participant, accepted aethods of procedure for overall 
progran, the steps in the process of declsion-aaklng, and 
pointers on ecnferenee procedum. In addition, concrete 
suggestion*, similar to the type which have been included 
in chapters IV and 7 of this thesis, should be given on 
such program elements as: G»otlvatiow snd orientation of par- 
ticipants in advance of case dlsci»slon, establishment of the 
proper else and nature of group, provision of the most ap- 

^ See Robert l>ubln. Human Relatiows la Administration 
(Now York: Prentice-Hall, Inc ,,1951). 
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pro{»rlatc plays leal covix^nMni tee* Ciseosalcn nactliapi, de- 
ternlnatlon of tl» proper lacKtli of entire pregras aerf of 
eeeh eesslo?i, a»d hae to provide Vhe beex crsar.lnttlon awS 
leadership for the progrea.^ 

The third and flnsl section of the oaaabooK would in- 
clude the selected eases and polsteiv on how to drew up oa»e 
blatorlea locally « Prefeaaiooal {suidauee la derJLr.it sly 
ealled for in the develepawnt of this seetlcc. The collec- 
tion of sasea should begin aa aoeu after approval of ttit 
overall prograei as poaalble, aa this will require a sx«at 
deal of tine, and the voluate of eases prepared should allow 
eoRsidea'able editing and ellwiaation in arriving dt the 
final group to be printed in the casebook. Cases should 
be prepared In such a way that they ean be readily cata- 
logued acoordli^ to level — rai& and station of officer 
who would be reaponeible for BSjor portion of decislon-aak- 
Ing; In the ease — and according to type of unit — gloat 
or aahore, line or ataff, peacetiiie er wartisee;, operational 
ar trainirig, etc. Mo attMn;)t akould be uade to sake eaeh 
ease depict only one apeelfie leadexsliip principle or dis- 
ciplinary prcblea, althoxsgh aesM broad sub-groupiag within 

^ See Appendix H for the author*s pointers fer use 
In the preparation of a case aethod progras foi’ laadershlp 
developnent of ailitary officers. 
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th* «at«8erle« already llstad, such m central liat Ion, 
spaelallxatioR, relatlona vltb auparlora or aubordlnataa, 
ate., will probably ba daalrabla aa §m aid to greap lead- 
era In aalactlon of eaaaa for diaeasalon, 

Each caaa vrltaovsp afcould ba avaluatad by actually ua* 
lug it in an axparluantal aaaalon In a group tralnad in 
tba aa»a aMimar that aubaacjuant groafMi in ttoa flald will ba 
tralnad. Cooeenta and raaonaandatloiia aheuld ba obtained 
fto« tba gro\^ laadar, tka group neaibars, and froa at laaat 
two prafaaaional caaa taaehara who havu obaarvad the aea- 
tlons. Basad on tbasa coaipaalta avaluatlona a ^Int board 
of naval of fleam mid adueatora woxUd aalact tha final 
grcmg) af eaaaa whan tba caaabook la put together. 

When tha tantatlva eaaabook •• which night ba tltlad 
"naval Laadamhip I>avalapaMint Manual'' ham baan oanpllad, 
a llnltad mmbar af caplaa should ba prlntad and than tha 
aasplata progrtai ahould ba given a trial by satting 
pilat teats in a llndtad nunbar of hateroganaoua naval ac- 
tlvltiaa, Tha raaulta from these teats would ba evaluated, 
and any accaptabla raeomaendations would ba le.corporatad In 
tha aarvloa edition af tha nanutl. 

At this point it would ba Boat advleabXa ta prapam a 
brief tminli^ movie for navy-wlda distribution. This fllJB 
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w*uld follow tlio prosMi throdi;h fraa start to finish in 
sxaotly tbs n on — r ^rss4trlbs4 In tbs ■swisl, siid It wsula 
shew a saapls oass discussion bslns sonduetsd by a typical 
group of naval offlcsrs. Every effort should be aade to 
have this oonpleted botIs available In the field by the 
tine the prograsi Is aetually inaugurated. This would help 
assure that the ease technique would be really understood 
throughout the navy« end that proper aethodology would be 
used frosi the start. In addition, novles or atrip flln 
eases should be prepared, evaluated, and nade a pemanent 
part ef the prograai if feasible. 

The prosran Is now ready for release to the entire 
navsl establishioent. Before the actual arelease of the man- 
uals and the film, however, an attes^t should be made to 
obtain the endorsement ef the program by one or more top- 
level naval authorities. These endorsements would be used 
In n public information bulld-up, both inside and outside 
the navy, to give the program as much publicity and prea- 
tige as possible. Furthermore, If feasible, it is recom- 
mended that specially trained tesme be sent to key locations 
to give demons trat ions and to assist In inaugurating the 
program at the activity level. Finally, If the overall de- 
velopment plan proves adequately susceesful after servlco- 
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wl4« trial « follo*-up efforts ahoial<l be aade to aaaurt that 
a penaanent official i^ellcy la fonMilated aud p-z*o«ul#ated 
wliieh Kill ttsaure that thia aethod of lea<lex*ahi4> develepaant 
beceaiea a oontlnulnc part of the navy'a foraal pre^raa for 
officer tralnlat. 

One doflnlte objective of a training pz*ograai for alll- 
tary offlcera la the developaent of the ability to adjviat 
readily to new altv^tlona. Since allltary aclta are greapa 
of Mn, this ability will, of neceaalty. Involve an under- 
atandlsap of the factors which cause men to reapond differ- 
ently to the aaae altuatlen« 

The bureaucracy required by the regulatory nature of 
a allltary organlaatiofi tends to develop aoox^g offioere a 
type ef Inatltutlonal leaderahlp which denied full utlllaa- 
tlon of the human aental potential available in the organ- 
laatlon. In order to overcome this asbivalent tendency, 
the behavior of an efSloer aaat be conditioned through the 
development of a **tetaliatle Intelligence* which can util- 
lae the e pentane eus eontrlbutlcne of eubordlnatee toward 
the aolution of pi^obleae, yet at the acae tlae inspire a 
aature respect for and obedience to allltary ooaauwid ae a 
aeer.s to an end. 
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TtMre &pp*&r« te b« ne tjcplleit afflclal polioy in tiM 
halted May/ today •aaoarning the Methoda to he OB'* 

rloyed In the developaent of leaderahlp aacng offloert. 

Thla thesis holds that sush a polio/ shosld be dsYised. Par* 
themere, experience te date In the fields ef eduction and 
bwsliiess eeea te iadieate that the ease Method of ins true- 
tioa is one effeetlve technlfiie for dSTeloplng personal in- 
sight and skill in the scientific aethod ef problta-solv- 
ing, partienlarly in the area of htia»aa relations* It is 
proposed that sitch a progran be considered for Uie develop- 
■ent of leadership in effloers of the navy* 



170 



«J •# 






CMm9 VII 



8UNKARY, CONCUniOtt AltD RXCOItCIOATIOlB 
8u— ary 

Tha pwx^se of Uils stady wm to eoadvict a aualltatlva 
appraisal of tha oaaa aatbad of inatruotlon, with particular 
aaiphaaia upon thoaa charaetaristica which Bi£ht Mka it a 
valuabla tachniqpja for usa In tha davalopaant of laadarship 
in Baral officors. The rasaareh consisted af a survey of 
pertinent literature, supplanentad by personal intarviavs 
with a few aan who bava had axparianoa with the usa of case 
studies in both the educational and indhistrlal fields, and 
by written inquiries addressed to others in the sane two 
fields who could not b# interviewed In person. 

Tine and SK>netary liKitations precluded the usa of a 
controlled experijcent in connection with this appraisal. 
Findings and eonolueions will be drawn from tha foregoing 
study of tha ajqparianca of others in the use of tha ease 
■athod, rather then froei a statistical evaluation. 

This study was inspired by tha lack of a eentinuing 
fomal organised progrsn within tha united States navy for 
the develosaient of leaderetiip in of fleers, investigation 
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by tb« author, aaslated by th« Trainlae 'oaoarch Aootlon oT 
tba Buraau of tkival poroowtol, fallod to dlaeloeo any ox- 
plleit vritten polity within tbo navy oonoomlnc aotlioda to 
bo wood to onoouraco tho growth and dovolopaont of naval of«> 
flctra in aroaa other thon toctmleal ones, Conae<ptcntly, 
this thoaia haa roaultod in tho propoaal that auah a policy 
be forawlatod, and that tho eaao aothod bo tooted aa a poo- 
alblo anower to t!x» loadorahip dovolopaont problon. 

It «raa iw)tod that tho need for a aero poaltlvo aoana 
of developing loadorahip anong Military offlcora hae greatly 
increased In tho past decade bocauao of tho increased need 
for toanwork «»d oo*oporation which has boon brought on by 
tho eonploacity of the now oodos of warfare. It appears that 
Iho conventional objective of alXltary training i^leh placed 
preponderant stress upon tho closo<>ordor conagt of one-way 
eesaainleatlon should bo ro- 03 u»ilrMd, snd that a now concept 
should be considered which will encourage the self -starting 
characteristic ©f the allltary osan to operate in those areas 
whsrs individual contributions can assist in the solution 
of probleaa. This tbssis has been concerned with the search 
for a neane of iapleaenting such a revised concept — with 
the search for a training aethod that could develop In naval 
officers a plasticity of nlnd which is so essential to an 



172 



I 



i 



t4 







t •• • 






t 






I 



*ui» 



at 






tPi 








I 








tt «1 















«TI 



ufideriit«Bdl«rf of tiM HIocImU. hunan roapoMM m woll 
t<ha lo^leml omo tfeat oould <loy«los> • "levins* typo of fol- 
lewoTokiip wbl«% ovldonooo • oolf-liioplrod aeooptonoo of 
■illtary nw— ind ao « aooso to on ond vitheut dovoloplne 
•R attitude of laalleoatlo right to ^uoation ordora fpoa 
above, Ono ohlob could produce a creative, dyMwle type 
of leaderehlp irtileh la baaed e« tue-way eocinu»leatie »2 and 
a iclentlflc rather tlMtn a atereotype tread of alad. 

In order to eatabliah a ataadard agalaat irtilch to 
aeaaure the value af the caae nethed. It uiui dt e aed neoea- 
aaz*y to evaluate the eonaeneue of currant opinion aa ra- 
garda the nature of leadership and the nature of learning. 
That afeidy wsjb followed by an Investigation into the theory 
and eharacterlatlce of the ease teehnl^t^ and a sunaarlaa- 
tion of eoeie of the reaulta vhleh have been noted freoi ita 
use In the fields ©f education, buelneaa, and the nllltary. 
In the eonolualona to follow, the ease method will be ap- 
praised In the light of the overall objective of a milltauy 
leadership development program and with due regard for the 
fundamental principles of leadership and learning. 

Findings 

*n»e findings resulting from this study eor4ii8t of 
reasoned deduetiona derived from a survey of pertinent 
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llter«tur«, personal Intarvlam and oorracpMidaiioa with 
IndlTldiMils tDd busliMNta organl£«tl<HM tfhleto hava aaad the 
cHiM aathod in davalopaant pragraaa* find from tha paraanal 
axparlaaoa of tha author during tvalva yaara of ooMlaaioiiad 
aarvloa in tha Uni tad Stataa Navy, 

In tha rariaw of tha natara of laadarahlp it vaa found 
that tba prapondarant waight of opinion today In the area 
of laadarship study is apposed to tha pure trait approach. 
Thera is ganaral as r ssnant that ttwra are certain parscmai- 
ity trait! whieh are nora often found in laadara than in 
non-laadars, but tha aara poaaasaion of such traita does 
net eonatituta one a leader* Aaong tha definable eharaet- 
eristics found in most leaders are soaa which are eons id- 
a rad to be trainable In »any potential leaders, e.g. , k»ow- 
ladga of hutsan nature, a scientific troad of Bind, and an- 
thuaiaatic purpoalvanasa • 

In lieu of tha pure trait i^]>pxroaeh te the analysis of 
leadership, moat students in the field have adopted a dynaa- 
ie approach which considers that leadership srust be ex- 
praaaad as a ooeplex aquation with Many variabloa, tho 
prisary ones boin$$ tba leader hixaself} the followers} the 
eoHditions of the situation; and tha anotlanal, payehieal, 
and cultinral Influences operating on both tha leader and 
tha lad. 
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Vmr9 to bo #pflnit« Indleotlon that thara aara 

■any dlf farant laadar tyyas and Uiat an individual nlcht ba 
a laadar in ana aitnotian and a follawar In another, tatm 
aT tha laader-tyyaa of intaraat to thin atndy ara: fomal 
¥ 8 . infonaal> craativa va. doaiinaaring, dalagativa va. non- 
dalasativa, and faoa-to-faea va. indiraet. TtM ntttxmr in 
whieh a laadar 0 tta a Jab dana alao will vary with tha in- 
dividual and with tha situation, Ha nay ylaea primary «a- 
phaala upon bains socially aeaaptabla; ha nay ba ahiafly 
production-nindad and auhordinata all otlwr objectivaa to 
tha danand for output i or ha aay ooneaiva of hia rola aa 
primarily that af a grcnap oatalyat with tha nain ebjeotlva 
baing that of Inaplrtns maxiaMm contribution on tha part of 
aach follower. 

Leadership studlaa at Ohio State University's peraea- 
nal Haaaaroh Board have shown that laadar behavior can ba 
daacrlbad reliably and quantitatively, and have indicated 
that paraaptiona of raaponaibllity, authority, and delega- 
tian nay ba related to affaetlvanesa of adhslnletrativa per- 
formanca. 'fhara aaaam to ba need for training of leaders 
in salf-pareaption, aa evidanoad by tb« fact that superior 'a 
and aubordlnata *a description of behavior of an Individual 
leader agree better with esrch other than a aelf-deecriptlon 
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ASr«e« with wlthtr. Aooth^r prinoiplw whleh Imm b«M 4r*«n 
oet%o«ralng tMlnlRs is that rasulta aay ha fruit- 

lass unlaas ohaafos in hahavlor of thaea at tha tap also 
asctu*. £tudias of fraap diaanalons hava Indlaatad that the 
suceassful laadar tends to risk his parsanal walfara far 
the gy a m) and eparatas so a« nat to iadlcata a feeling af 
being superior to groi9 WNshars except in larger groupa 
where ttia f el lowers aseept nox’a leader-eanterad behavior. 
Finally, the status attitudes of an Individual appear to 
boKT a direct relatloixahlp to hla acceptance aa a leader, 
and only limited progs^eso toward leadership dsvelofeient can 
be suide ao long aa extrMw status attitudes persist . 

Learning Is generally coneidered to be evidenced by a 
change in behavior and increased ability to handle new eitua- 
tlons. The process phases thereof consist of acquisition, 
retention, and transfer. Active participation uaxxally re- 
sults in better acquisition of skill or knowledge; reten- 
tion ia hli^st when there le a high level of underetandlng 
and when the learning involves Increased ability to apply 
principles; and transfer oeoura beet when the new entity 
te be learned le presented in closest relationship to pre- 
vious experiences. 

Eaewledge se«B8 to operate on at leeuit four different 

levels , the highest two of which Involve evaluation and 
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application to new fllt«tatlona. Ttie prlaary objeetlvea of 
education are to supply data for problan solvinc and to de- 
velop the ability x^efroired te evaluate that data and apply 
it zaeanlngfully to new situations. Benne and Molinaro have 
offered the following sunsary of aim which an educational 
process should seek to satisfy; 

(1) Men of all groups. Including other groups 
than "ay own," are tmique centex's of thoi^ht 
and valxxatlon and are potential contributors 
to By learning, aa I aa to theirs. 

(2) Huaan interesta, attitudes and ideologies 
are learned and can be unlearoed or reconstruct- 
ed in learning — Intergroup collaboration and com- 
mxnlcatlon are necessary conditions of rocon- 
structlng attitudes that are group reinforced. 

(3) The quest for dependable aeanings con- 
cerning a plurality of laeane and ends is at 
once aan*s aost characteristic and hopeful ac- 
tivity j to asBiMse that one knows the final 
truth or good is to put an e&d to this activity, 

(4) Power is best conceived as centered in ef- 
fective husan control over things and aeana 
through which things may be aade to yield hu- 
nan satisfactions. The widening of power 
through the growth aaong men of eoasaon under- 
standings, skills, aivi controls in aanaging 
their environaent is a good to be sought. 

"Power” which obstructs this widening la "pow- 
er" to be restricted and reeducated ... 

Where aen differ, each aay learn froa an 
experience different froa his own.^ 

These alght be paraphrased to Include the development of; 



^ K. D« Benne and L. Molinaro, "Educative Use of Con- 
troversy," Educational Leadership , Vol, 8, March 1951* P*364. 
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(1) Open-Mi ndadnefts 4 (2) an appreciation of the influence 
of culture effects on sen*8 responses, (3) self-pereeption, 
and (4) an understanding of the true nature of 'earned pow- 
er.” 



'lany conventional teaching Methods do not seea to sat- 
isfy the basic educational objectives adequately, particul- 
arly when applied to the study of huaan relations. A Meth- 
odology which piTovldes for learalng through purposing, plan- 
ning, doing, and evaluating, and which involves a student- 
centered approach would seea to offer bt;ter chances for ef- 
fective learning. Such a process should develop insight^ 
and appreciation for others* contributions, and should of- 
fer a wore direct route to better understanding of hicnan 
responsiveness. Axelrod has offered a suonary of the gains 
which ean be realized from the student-centered approach 
in the following list of aajor elms of the group discussion 
Method: 



2 Gordon *s conclusion on this question Is pertinent: 
"it Bcems that with moi'e and more certainty, we can predict 
that when people are faced with a non-threatening, non-eval- 
uatlve, and accepting situation in which they gradually 
learn they can take responsibility for their c’.nc devclop- 
Mcnt, they gx*adually begin to feel It ie secure to explore 
thesuielves and to accept things about themselves which then 
lead to changes in their sslf-concept, ” FroM Carl f. , Rogers, 
Client-Centered Therapy , (Boston k Kew York: Houghton Mif- 
flin Co., 1951), P. 223, 
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Tm Mike BMart •€ * glrmn problM 

«»4 «f it« 

To Mik« tUMviit# KMtro of Um o«Mld«ra- 

tlons vtklcii Mwet 1b« mmim In to arrive 

at a aolution to tlia proklOM. 

To iN»gulre stuAenta to tld.iilc threap tho 
protlMi and work oat a aolution witieh, la 
elaaOj, taajr will bo proparod to proaont aad do- 
fond. 

To give otudonto tho opportunity to psoaont 
tho aolution which thoy hiRfo werlcod out, to argue 
in Ite aupport and to anowor object ions to lt$ 
and to encourage then to nodlfy their original 
aolutiona in tho light of thooo objoctiooa and 
in tho light of other propoood aolutions. 

To otiablo atudonta to aoo throihsh tbe laod- 
ifloatlone they find tbon oolvoa forood to aako, 
how their original thinking on tho lame hae 
boon inado<iuato and whoi^ tho Inado^iMiaioa lio. 

To toaeh atudonta, through actual praeti««. 
tho art of dlaeuaaing an laauo with othors on 
a ratloxMl baslo; to give theai praotiao In In- 
terpreting ascuratoly another poraon'a pooitioo 
and in evaluating that peoition aoundly; to in- 
ouleate In theca tho attitude that the beat aolu- 
tion (even if it is an oppc»teat*s) la a greater 
end than victory in an argunent.^ 

Many educational and nilitary leadere have eoncluded 

that leaderahip ean be taught and that certain prinelplea of 

huBMUi reXationa can be ueeful in the leader 'a fund ef kaow- 

ladgo. For this teaching It appeara that a teehnlcpco la 

needed which places ei^hasia on the aoientifle nethod of 

reasoning and the deveXopnent of Inalght and problon-aolv- 

ing ability. 



^ Joaeph AJEolrod, *Tho Technique of ’Group Dlacus- 
aicNR* In tho College Class Journal of General Fdueatlon, 
Tol. 2, April 19^^8, P. 237. 
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Th« CM* MtitchS Of p r tY i H kkm o(p«rtaa> 

ity for a i#p>^uH ^l«t. wnevuTHgas Mx!- 

■ua partlo1.**atl0o In id* l«arat#i& 9v«^c— «hlch 9 tm sas- 
Mssfullj 4«w«lop iMiicJut and ability to aaploy t«v aaisAtl- 
fl« aatWod IP the aolvlof of aroblaaa. It ean ka ^tvelopad 
alofic aitliar inductive or daductlva l l aa t , tnit thara aam 
to be goad Jxistlf itatlon for aai^loylng a caatlnatl<ifi of 
thm two la tha handlifar of easat. Aa a taaehlfvt: tevTvriiq^, 

It la pacullarly appli cable te a ttuly af the Interact Iona 
batvaan paopla, for in tha vary act of freely |>articl(iatlne 
In dlacusalona coiMemlnn true>to->lifa caaa abaraotara, 
tha partlalpanta are Ofisac.ins la hvnan ralatlaoe uaS le«m- 
ixg how to work to«:ether to<«i»rd a cennon objective. In 
thla manner, sohatanilal suc^'aaa la achieved la the aoften- 
in/ and amalleratlon of atatua-bouaJ attlt\idea, prejudleea, 
anJ narrow-minded cloture* inherent in an Individual 'a men- 
tal make-up. Awsn the nature of the bureaucratic and In- 
atltatlonal tendancleo which atrongly InTluenam ttie develop- 
ment of the military mind are studied, one Is led #Urectly 
to the conoluaion that a controatlag developsantal Influ- 
ence is aesexi*ial if the military orgMilsation la to achieve 
Its ultln^te Uealred erfecMvoness. ,s Gordon has said, 
"Actually the question is not whether the group members or 
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ia vAathar tlia laadar without tha cxoap aaB b ar a aaa aaka 
Itattar dcclalona ttiar* ran tba tota.1 Ipaluuliyt tba 

laadar >"^ 3lRoa tha eaaa aathod has produoad poaltlaa re* 
aulta whan uaad aa a oountar*biueaucratig aticsulus, it iaf* 
Initely follows that Ita uaa as a taehnicse for l aa dat-whlp 
davalopsaant should have valuabla potentiality. 

Cone lus Iona 

Findings deduced fron this study so«a to support tha 
followins conclueiens: 

1* There is no explicit foi:«al policy in tha United 
^tatas Savy whish spacifiaa siathoda to ba a^ployed for tha 
davalopaant of laaearshlp in officers. 

There is a need for a for»al progreis of leadership 
developnent for officers of the navy which ccntinuet to in- 
crease with each new increase in the cci^lexity ef ssodea of 
warfare * 

3. The eoaveatienal cloee-order concept of wUltary 
training eheuld be re-exanlncd in the light of the greater 
need for the self-starting characteristic of a ailitary caan 
ia the aawMsd foreea of today. 

t, "i new conoopt of leadership developsieiit should ba 

* Ros«r», 0 £. elt„ p. 3*13. 



I8l 



prodMeds a typa of fallowarahip vhleh avl» 
daneaa a aalf-lnaplred aodaptasiea of allitaxT oottad as 
a asans is an and, and results In a crsativs type of Isadsr- 
shlp vtjish Is bassd on two-way soMSMMlcatlon and a sslsnti- 
fls rather than a stereotype trend ef wind. 

5. A dyaeale eoneept of leadezehlp, oenstltuted of a 
nunher of variables sueh as, the leader, the led, the alia- 
at Ion, and the enetlonal, t^yohlcal, and cultural influ- 
enoea, should bs utilised in the forsMlatioa of criteria 
for a leadership developnent progren for naval of fleers. 

6. 4 leadership developnent progrsn should eonslder 
that there are different leader- types, different narBu»#e in 
which a leader say ^t a Job d%na, and that the le^er in 
one situation wleht be the follower In others, 

7# Thsre la a need for tralniag of leaders in self- 
peraeptlcn, understanding; of hunon relations, oppreciation 
ef the influence of status and culture influencvs on hunan 
responsivemss, and In the art of objective protlen-oolvlng 
through the use of the eoientlfle nethod. 

8. Leedemhip can be developed In so»e individuale, 
and for sost of tlmse a teclmi^ue which ewloys a student- 
centered apprt'ach In a non-threatenlns, ron-evnluatinc at- 
stosphert say be aost effective • 



182 



t« mtm • 









A 



Tift 






IMI «i l^tiU 



— I JNil» » 






M 4 »l 
i««4JM|4 ft#«a A# 



9. TtM ea«« B«t»liod of lm%r»«tion provl<iMi 0pper- 
timltj’ for otodont-oonterod t««.ol)inK wltli wtxljNB partlalpo- 
tion. It e«n MoeoMiAilXy devolc^ Inolsht «ad problOB*Mlv- 
iMic «nd it 1« poouliarly applleoblo to tho staly of 

huMui roIatloM. 

10. Tho cftso Mtiiod poBseotos Bubstantlal potantlality 
M a tachniqua for the developaent of leadership in offioere 
of tlie United tatee )favy. It offers atx'oac poeslbllltiee 
of being a sooeesefal proeedare in a Majority of eases for 
the dftvelopiMknt of seir^lmtlght, objective proble««8olvlRg 
ability^ ability to accept the contrllmtloRs of others to- 
Hard the solution of a Mutual problea^ and the ability to 
reduca the detrioental Influsnoes of the bureMcrabic alxid. 
Tlecoeiend&llogis 

As a result of the findings and ccnclueions drawn froa 
this study, the follovlng reccaswndatlons are aade: 

That the liavy Departaent continue the spcnsorshlp 
ef studies and researeh in the field of leadership, but that 
a larger portion of the effort be expended in applied re- 
seareh and los^ on pure research; that studies such as the 
one whlsh produced Personnel A <Sfasinls trat Ion at the txecutlve 
Level ^ be integrated with research such as that being done 

^ Peyonnel idasinistrstion at the Executive level (An- 
napolis s"ljin!teTTtateinKiviX3StrE^^^ un- 

der the editorship of the Nanag^nsent E^ineer of the Kavy 
Departaent, 



183 



it 



fthmm ^ 















iS «l» la» 



9 W 







by tb« fmvBomml ^M««reh Soerd at oblo Stata Onlvavalty 
and vlth aora linltad atallaa aueb aa thla thaaia raf^ra- 
aanta, to tba and tbat MaatiMi prodaotlva ralua ba raaliaad 
at tha eparatins laral. 

2. That a co^wafaanalya job analyals ba aoaaapllshaiS^ 
undar prof eta lonal svid^noa, of all affloar job^typaa vl th- 
in tba naval eatabliahcMmt, with tha raaulta baln« ax- 
praaaed in a fcm that will aid in tba formilatlon of 
arlterta for the tralnins ©f effleara, 

3« That the ease nathod of Inatraotion ba eoMprahan- 
aively evaluated under navy contract, with particular a«- 
pfeasla OR its potential it iaa aa a peaaibla technique for 
the develcpaent of leadarahip In naval effiaara. 

t. *!hat, if tha raaulta of the atudy propoaad in ra- 
eoaasandftticn nusriber 3 ara paaltiva, tXm eaae nathod pragraai 
propoaad In chapter ¥I of this thaaia ba earrlad cmt by tha 
navy. 

5. That a formal policy regarding laadarshlp devalop- 
»ant of officara ba prepared and proMulgated by tha Kavy 
Daparta^nt, and if recoranaRdationa 3 and 4 are earrlad out 
and prova auceaseful, that the eaaa method be adapted for 
ligplenentation of tais palley. 
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£xe«rpt8 froa a letter date4 April 15« 1952, to 
author, froa Karl Boedeetier, Departaeat af General Baal- 
neee, MoKlaan State ^llefa: 



I lenow of ne inrltin^ which will reaolwe the eonfliet 
between **free** and *<ieterBlPiate'* case study aethods. Ac- 
tually eoae ef the Harvard Staff aeabere ax« quite deter- 
ainate in their teaehlnss even though they eaploy eas es la 
a rather eoaplete case study enviroaaeDt, As you well 
know, the aere eabraclns of the ease aethed does not saar- 
aatee that the instructor will not act ia a deteralnate er 
authoritarian nawier. Ky own grant stru^le is to act less 
dsteminatively in the classrooa. 1 feel that I aa aaklng 
progress, but only as X constantly, day to day and tera to 
term, review what I hava beewi doing aa a teacher. 

When I try to think about the principles ef buaan re- 
let lens, X get loet. (X, too, teach a course based en The 
Adnlnlstrator ) . I cannot honestly rely upon any principles 
as bases for action. X have started with the Golden riule 
and the Ten Coaiinodaenta and werked toward such ideas aa 
''two-way c o n wun ications* and *kaepiag everybody infozwM»d." 
Pot none imexplalnable reason X seea te be quite skeptical 
about learning and applying prlnciplee ef human behavior. 

iUioently, therefore, X aeen to have loat interect in 
principles. I es much more concerned with developing ny 
own capacities to sense end define a problem aituatlon. X 
aeem to be able to get things done quilw free and clear of 
principles if only X can gst a grasp ef what is happening 
In a situation - who are the persons concerned, what are 
their feelings, what are they doing to one another, are 
they saying what they mean, what assuKptioim are they bas- 
ing their actions on, what is the meaning of the words they 
are using, etc.? 

Of course, I draw or. ny experiences, but I do this 
after X have a grasp ef vhat is going on. The danger ©f 
applying principles Is that I sonetimes tx^ so hard to 
fores the situation into ay principle concept. This often 
has led me into difficulty. 

I should like to comment on using case material to de- 
velop military leadership. For me, cases represent one way 
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of getting tiMs done, ^nd the Job ee 1 see it is one of 
developing the sensitivity ef persons in positions of auth- 
ority. 1 sii not sure that all authority is **bad." The kind 
we ssMi to resent is that wkleb is insensitive to our feel- 
ings about eiirselves, o%ir positions, our beliefs, our sug- 
gestions . 

I think sensitive leadership ean be developed and en- 
couraged. That developaent ie probably relatad to helping 
sen learn how to see and hear. By that I aean exactly what 
Z say. Many persons live in a atate ef senl-ignorance not 
because they sre stupid but becatise they have underdevelopod 
capacities to recognise objects and to hear sounds. Use of 
all the senses is basie to finding out or Isaming. And I 
do not see Iiow we can have effective leadership in any situ- 
ation until we have leadership which is capable ef infor»- 
ing Itself ef the facte, l.e., about what is going on in a 
huaan situation. Beyond that is the whole question of what 
a person will do with a particular set of facte. But the 
starting point in any Judgaental situation seesis to tne to 
be one ef discovering that infomation which con be discov- 
ered within the liaite of tise. »oney. and energy. Usually 
this will be something less than the c<»Bplete irJ'ormatlon 
which is desirable, and so we begin with sere or less dif- 
ficulty at the very outset. 

I feel, at this point in ay thinking, that there are 
several learning aethodolo^ies which aay force a pex*son to 
develop his senses. Any of these aay. perhaps, be useful 
for encouraging leadership capacities. The ueo of cases 
happens to be a handy methodology because case material le 
readily available and the cases can be more closely related 
to leadership contexts. I have observed naval officers 
use eases, and X believe they developed into better officers 
because of their experiences. 

Another, perhaps too obvious point which we seen to 
overlook in our haste to train students - and perhaps of- 
ficers - is that we cannot significantly alter in six weeks 
or even six months personalities which have been developing 
in various social envlroimients for 20-30-40-50 years, -e 
should not, therefore, get disceuraged because a military 
officer does not cvcrnlsht turn into a skillful human rela- 
tioxis expert. It seens to me vfe all need patience in addi- 
tion to enthusiasm and otlmulating methods. 
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Exctrpts froB ohApt«r XV «f a rortBoaalng book on Xxaeu- 
tlva DavalopMant by Dr. John •« Ri«c«I# Clroctor of tbe 
Buroau of Induatrial Relatlona, Univoralty of Mielilsan, Ann 
Arbor, Michig^} 



TlM DIscmssIoo of Cases 



Htallstlc cases from outsit a eoapany ean be discussed 
frankly by Its executives who know that their erltlelsa Is 
net directed at any associate or his dSBartieent. Cn the 
other hand such oases aay not be as interesting to the exec« 
utlvea aa aoete taken fre« Its eva eicperltHee, If the 
poee of the dlscussieti is to illustrete and es^hasise a 
epeeifie line of action which is to be folloved 5Ln the coa- 
pany a ease freei ite experienec would seen to be needed. 

The msebere of the conference can then fill in the back- 
greund. Tiielr eoncluelcns can be sharply and aay be 

endorsed by the manageneat for situations of the type out- 
lined. In this use It is Mtcessary to guard acpilnst vwdue 
generalisation on the basis of a single case If the proce- 
dures should be adjusted t« aset changing e Irenes tasces. 

Where the dlsctsision of t}^»e case Is prin»rlly for the 
exeroise, the source of the ease Is not particularly is- 
portaat. The sain question then is whether the case pro- 
vides a good project. 

A coMiosi sequence in the use of a case for aan-devel- 
opsent purposes is to ask what in eaeenoe la ha|:^nlng in 
the situation and what the iiajor Issuee are, what condi- 
tions and actions have caused the situation, what should be 
the aims of the responsible executive in trying to laqirove 
it, what Methods of treatnent could well be ecsployed, and 
what the eutoosae of each would probably be. t^fter this 
weighing and siftlni. process there can be a thorou;^^ -going 
discueeion of the favored mthod. The partlcipanta can at- 
teeqpt to outline its several steps In proper order, and to 
answer a mcaber of pertinent questions, such as when, where, 
how and by whoo each step is to be taken. Although such 
thorough-going comlderation of a specific ease is tlMe-son- 
swning, it can be a valuable personal exi;Mtrienes since It 
requires analysis, the exercise of Judgment and tho f emula- 
tion ef specif ie plans. 
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Values of Case T'leeusslcn 



V'e tux*n now to a nuaber ef values whleb can be derived 
freei well-eendueted dlsousslens ef business eases. First 
we can sent Ion the exeralse of thought-processes which are 
often used by executives, ' e refer to the "observation*' or 
detection of the leportant causes of a problesi, to the crit- 
ical appraisal of thea, and to plan-aaklng. More speelflc- 

a ease as a teaehlitt aedlua x*equlres the perception ef 
the IsBues Involved In the situation and Ita causes , Ineofar 
aa those ean be Identified free the record. It retiree the 
erltlcal appraisal of the causes and of the propoaale for 
eorreetin^ thea. It requires plan-aaklng In that the learn- 
er it aaked to project a specific progria of treataest. 

Sach participant eubjeets his Ideas, attitudes and pro- 
posals to the critical exaalnatlon of hit aaaooiates. This 
experience, aseuclng that there le give-and-take aacng the 
Individuals, aay show hla that he has biases, and that he 
fevore alas and aethods which are not approved by others In 
the group. He then aay try to change In view of the reac- 
tions caused by his stateBonts. 

Sons executives probleas In fields other than 

their own as relatively slaple. Yet the executives in those 
fields regard the saae problens as c(»plex and baffling. The 
MOjor reaeon for the difference Is that the first group 
doesn't understand the work of the second. A. good ease re- 
lating to the field should reveal soae of the difficulties 
there. The pertlolpants thus are led to realise that prob- 
leaa in other fields than their own are not slaple, and are 
not to be disposed of by superficial consideration and treat- 
aent. 

Also the consideration of individual oases z*eveals the 
sany variable factors involved. It puts a aan on guard 
against generalisations and against atteapts to reduco tho 
treataent of any type of buolneas problea to a rule or ao- 
ealled principle. 5uch a rule could do aorc hara than good 
by over-Blnpllfyli^ the issues and proaoting the Idea that 
the particular illation does not need to be explored. 

The consideration of business cases also estphaslzee the 
probability that aoveral points of view should be taken in 
studying any situation and in trying to devise a suitable 
treatasent for it. This value of ease discussion Is evident 
in cases pertaining to aanageoent - eaployee or Banaseaent- 
unlon relations. In cases dealing with buyer-seller relation- 
ships, and In cases pertaining to debtor-creditor relation- 
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■hlp«. Tbe Yalu* can b« darlYa4 froa casts ptr^lniac 

to lnttz*p«z^onal probltsM aaons aanactrs thtnstlYts. 

Cast discussion rtvtals tht nany Inttrprt tat Iona that 
txteutlvts th«BStlvts will put upon a siven narratlrt. These 
reactions shov that the Individuals art slvlng dlfftrtnt 
■eanlncs te tbt stattatnt or falling to notice other ittae 
clearly presented there. The experlenee shows that differ* 
ent individuals are sensitive to and interested in different 
types ef things. Their xtaetions reflect their esperlenoea . 
These differencee warn a discerning participant against the 
assiseption that others share his views coapletely. *The dis- 
cussion in a conference, whether focused on a case or on 
other topiei, also shows how ths aesibers react to the state* 
■enta aade in the group. This shows the alert neabera how 
to participate in a discussion with a view to inforaing and 
persuading the other aeabers. 

Tbe discussion of a caae aay reveal a consensus regard* 
ing its treataent. This Miy have a disciplinary effect upon 
the individuals who have taken extreac and untenable posl* 
tione in the discussion. 

Finally there should he swntioned the example which can 
be set by the conference leader himself. A highly cempetent 
conference leader reveals skill in encouraging expression 
and in guiding the consideration of each case. He sets an 
example of tolerance, orderly thinking, clarity ef expres* 
Sion, and even-handed treatment of all of the participants. 
This is a valuable example for executives who thmsselves of- 
ten conduct conferences. 

Some persons have criticised the use of eases as unduly 
tlsw -consuming. Their argument is valid if they are viewing 
cases as means to communicate ideas which are meaningful to 
the learners without illustration. Direct statnients sei*ve 
much better for that purpose, cn the other hand, cases can 
serve to illustrate an idea or a procedure when that is nec- 
essary. They can describe It in operation in a typical set- 
ting, and they can narrate the development of the conse- 
quences of specific actions. This rich illustrative use of 
eases can well Justify the time required to stxidy them. The 
question really turns on the learner *s need for the illustra- 
tive material. v»'e have seen, however, that the use of cases 
for communication of ideas and inforsiation is not their vinlQue 
and most significant use. More Importantly they can be 
means for stimulating and requiring the exerclac of analytic- 
al and constructive thought. In this use the objective is 
the development of people. Vhen critics argue against the 
use of eases because they "take too much tiJM, " these critics 
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PTObAbly ar« thinking ef the lllustratlro and Infornativo 
servlMB 0f emacB rath«r tbM tlMlr truly • 4 uoational U6«s, 
Theta de take tl»t> and neeetsarlly to. 

Sot lialtatlona of Cate Dltcuttlon 



Ptrhape the aajor llaltatlen of cate eonalderation and 
diacuaalon by practical aen la that the entire procedure Is 
en an Intellectual and verbal level. Even though the fore- 
going values are recognlaed. It Is still true that the ac- 
tivity of the group stops short of perforaanse, Meabers aay 
show theaselvea to be good analysts and even good plan-aak- 
ers In these sessions but they aay not be good executives 
er administrators when actually faced with x^al Issues and 
the necessity of taking appropriate action, 

A second llaltatloo of this discipline Is net so ser- 
leus. It grows out of the fact that a ease is not an actual 
situation but a repsrt of an aetual situation. Those who 
would learn froa it aust Interpret and react to a record, 
tdaether written or spoken. The actual Individuals are not 
there, the aetual setting is not there, and aany of the sig- 
nals which help experienced executives to understand a situa- 
tion are not actually In operation. This fact explains bchm 
of the differences In their Interpretations, their analyses 
and their rceoaaendatlons with regard to the same trans- 
■erlpt. The soaw words mean different things to these In- 
dividuals. This difficulty seems to be irdwrent. A company 
eaimot provide a real situation on schedule at a particular 
place for purposes of liui trust Ion. Pei^ps the best that 
can be done Is to provide a report, possibly a well-illus- 
trated one, of the develo{went ef an Issue or situation which 
required a<!balnlstratlve decision and action. Methods of pre- 
senting such sltwiatlons are being improved. Motion pictures, 
still pictures, dialogues on records and other devices are 
being used to convey as much as possible of the situation to 
the members of the discussion group. However, it still re- 
mains true that the members are react iRts to a transcript 
rather than to reality, and therefore the exercise, so far as 
observation and detection of "signals’* la concerned. Is some- 
what abstract. 

Another governing factor Is the ability of the available 
conference leader. He should be fully aware of the vises and 
limitations of the technique of teaching by the case method. 
He should see Its most significant value to be the develop- 
ment of the intellectual powex^s of the members of his group. 
He should, of course, realise tlie dangers of pat solutions 
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and ef £.en«raIlMtlans on tika basis of a slr.gla aasa. 

fflnct «asa discussion foeusas on tbs transcript or rec- 
ord of a real situation there can be Identlfleatlcm of in- 
dividuals with it. Also feelings are stinred by the clashes 
ef ovlnion as re^rdo goals to be reached and uetheds of 
treataent. The discussion leader should be alert to strains 
ef this kind In the group. He nay divert the discussion at 
tines te relieve the tension. In tisM, case discussion can 
pronote toleration ef the other nan's opinions and their 
objective oonelderatien. It can nodify extrena peeitiene, 
dispel unwarranted assunptlona and correct blaaee held by 
the participants. 

A leader nay ask the nenbers te answer in writing a 
few besie Questlone about a ease. These can be turned In 
without identiflcaticn. The answers smy reveal inx>ortant 
differences of opinion. Sevensl nay be quoted te stlnulate 
dieeussicn at tho outset. The procedure doom require in- 
dependent thought and it gets noet ef the nenbera to express 
opinions • 

The leader should not pemit a drawn out argunent 
wherein each of the contestants wishes to establish the su- 
periority of hie ideas. The leader can Interrupt such an 
argument by pointing out that each nan has bad an opporttm- 
Ity to state hie views fully and that the exercise in study- 
ing and dlssussing the ease is of store value than agreenent 
on a solution. He can point out also that probably several 
lines of action could prove successful in the particular 
situation. 
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APPEIDIX C 



Excerpts frcMi a letter, dated February 6, 1952, to 
the author, fx’o« T. 0. Mewtcn, Director ef TralRln^j 
Amstrong Cork Coapany: 



In the early days ef rupervisoxv Conferencea which 
started back around 1938 on a formal basis, we started to 
use the ease method, wlftile there was a considerable amount 
ef presentation, we did attempt to use as many case exam- 
ples for discussion as possible. In 19^0, we put together 
a silent filn for use with a written commentary to tell 
the story of a problem employee. The film contained no 
answers and was xised antirely as a vehicle for group dis- 
cussion in supervisory conferences. The results we gained 
from it nade us even more confident that we were on the 
right track. Then for a tiioe, we uaed recorded caae dis- 
cussions, and they too were very helpful. 

After the war, there seeaied to be a realization in 
the organization that we needed to do more in the way of 
htssan relations training for aupervisox*s . Ve felt there 
were fotxr factors which should be given a great deal of 
weight. First, there is no one given set of principles 
which, if followed, will make a person Blaster In handling 
human relations problems. No two cases are ever tlie seme 
and thejmfoi?® there is never one right answer to any partic- 
ular case. Second, the problem of getting good human rela- 
tions docs not lie entirely at the first level of Manage- 
ment, but extends through all levels ef Management, each of 
them being equally important In the problem. Third, people 
seem to learn a great deal BK>re from the discussion of 
specific cases than they do from a discussion of theoretic- 
al principles, and therefore the presentation of psychology 
to managCBcnt people does not seem to be the right answer. 
Fourth, this whole problem is one of building attitudes and 
constant repetition is requix*ed if attitudes are to be 
changed . 

The program we finally developed consisted of twenty- 
four actual hiasan relations case problems selected from our 
organization. Each of these problems is presented in a 
sound slide-film giving no answers. These cases have been 
discussed thx*oughout the organization by supexTisors in the 
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APPSITDIX D 



Exc«rpts from Anutrons Cork CMp«njr aMoraadm "Tmln- 
Inc Por the General Foremm and Superintendent Level in 
Coapany A,” dated March l8, 1952: 



. . • . The tentative conclusion vae that the case aethod 
was Ideally adapted to the problea at hand, that perhaps the 
objective set could not be quite ae apeelfie as eonteaplat* 
ed« In ether werda. It would not be realletle to Jaat try 
and train sanaxtaent people in delecatlon Md in the art 
of consultation only, Fathsr, It la bslleved neeesaary to 
glvs MA a broader concept of adalnistratlve practices and 
ef the ceneral huaan relatione field, hoping that as a re* 
suit better delegation and eonaultatlen would result since 
the cases would be selected with that objeetlve upperaost 
In Dlnd. Another conclusion reached was that a pilot group 
should ba seise ted end given the training In order to get 
aoae kind of evaluation ef the result# . 

It was concluded that the natter would be presented to 
the llant Managers* Use ting to bs held in A/^rll. The vice 
president in charge of aanufaeture will outline the basic 
problaa and then a plan of training will be reconsended to 
the plant aanager. It was further agreed that a dlaouealon 
ef one ease tentatively selected for the prograa will be 
held uclng all sNsebers (»ale) of the personnel Deportment 
at the general office, A second trial group asty bs forsMd 
by Including staff persons reporting direct to the Vice Pres- 
ident i» charge of manufacture. The director of training and 
organization engineer are now in the process of solsetlng 
tho exact cases to be used. They are contemplating a re- 
port for use at the Plant Managers* Meeting along tlie fol- 
lowing lines: (To be discussed with the vice president In 
charge of manufacture, general personnel laanager, and divi- 
sion vice presidents in advance.) 

Training Plan 



Purpose 

The purpose of this training plan If fourfold: 
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M ait 



1. To pTiMOtm realistic thinking on prob* 
leM ef adalnistretlen, partleularly 
eeplMuiixins the eoneepte of delesatlen 
and eensultatlon. 

2. To challensa present aasvMptiena on adtain* 
iatratiye praotioea to deteraine If evi- 
dence will auetaln the*. 

3. Te perceive the effect of aoae adnlnla tra- 
il ve practleee on those eupervlsed* and 

4. To Increase the capacity of the individual 
to work with others , 

Content 

Approxlswtely ten case atudles of actual buolnees situa- 
tions Involving aialnlstratlve pi^otlce will be analysed. 
Several cases eontslnsd in the text, ''The Adsilnlstrater, * 
will be used ac well as sense frofn other sources. They will 
Involve a variety of situations and problons and dlffex'ent 
levels of nenageeient. Their analysis will be dlreeted at 
two prlne Questions in each case, (1) ikhat do you pex'ceive 
to be the core of thlc problea if there Is one In this ease? 
(2) hhat aeasures and by whoa seen to offer the aost laot- 
lag solution? 

Tlwe case approach lias been chosen because an under- 
standing of adnlnlstration cobmmi through experience rather 
than through the px*eaehaent of principles which stay or may 
not apply In a glvsn situation. Skill of analysis of the 
situation la desired versits the parrotli^ of principle# and 
gsneraXltles. 

Ksabershlp of tl^e Group 

The group of 20 persons will be conposed of a typical 
cross section of superintendents, general foremen, and a 
few shift forasen, together with a few representatives of 
units, such as Research and Developsient, Controller*# De- 
parttcent. etc. The exact sHNsbershlp of the pilot group will 
be reeoMsended so that It will be coaposed of awn with dif- 
fering aumagement philosophies. Individuals will be invited 
to Join the group and acceptance Is strictly voluntary. 
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TlM and Plaea 



This training will t»a conduotad in tlia gancral effiea 
with paraonnel fraa nearby plants starting ea a Sunday af» 
tsmoon and ending en the fellowing Friday aftemoen. This 
leeatlon has been designated heeausef (1) different points 
of view than are found in one plant are desired, (2) free- 
doB froB operating responsibilities is required for concen- 
tration on the training, (3) dn intensive schedule is re- 
quired to get the desired change in point ef view and such 
scheduling is not practical in any plant with one possible 
exception, (b) Instructors skilled in the case aethod are 
required at the outaet. 

Instructors 



The director of training asaiatad by the orsanlxation 
engineer will be the instructors fer this prograa. 

Pats to Begin 

The tests of this prograa with the pilot group will 
begin within 30 days after acceptance of the plan by the 
plant sanagers Involved, 

Evaluation of the Teat Group 

One hour will be reserved at t)^ end of the laat day 
ef the prograsi for the purpoee of evaluation, The produc- 
tion DSJFiagers together with the vice president in charge 
of Banufaeture will aeet with the group during this period 
without the Instructors present. It will be their respon- 
sibility to evaluats the prograB through asking any <iues- 
tlona they wish to propose to the group. On the basis of 
this evaluation, a decision will be leade to extend or dis- 
continue this training plan. 
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APPEIIDIX 1 



Exetrpts fraa a latter dated January 31* 1932 » frea 
W. R. 0* Bender, Manager, Peraonfiel Reeeareh Section, la* 
ployee Helatlene Departaent, B, !• du Pont de Naaoure and 
Coapany: 



Ve de not have a foraal prograa in operation 
throughout the two hundred odd units of our C(»i* 
pany in connection with so-called '’executive de- 
velopaent," In other words, any aeons anployed 
in the developaent of supervisory-aiteinlstrative- 
exeoutive personnel will vary consldex'ably In 
teras of the caliber of the unit aanageaent, the 
needs and/or recognition of needs, and a niiabex' 
of other factors, 

«e do not, at this stage, have any thorough 
evaluation of any particular oaae st\jny method, 
based upon research into effectiveness, and oan 
only state thet, in general, the caoe study Meth- 
od, regerdless of approach, is a worthwhile aeans 
of developing supervisory personnel under certain 
condltione. One of these eonditlona Is the under- 
standing on the part of the '’leader” of the psy- 
chology of learning and techniques in presenting 
case waterials. 



197 




rv 




APPEXDZX F 



Sxe«rpt« froa a lattar d«t«4 Fabruax^ 3# 1952» to 
tho author, from Ear! 0. Flanty, Saooutlva Counaaler, 
Johnson and Johnson ^otapanyx 



Vo havo lad oxperlenoo vlth It hors for 
croups of onclnoors, divisional salts nan- 
agtrs, alddlt and lower levels of produc- 
tion supervisors, one board of directors, 
and a larte group of executives drawn tvom 
the upper levels of the ces^any« 



198 




f 




i 



APPENDIX a 



Exo«rf>ts from a lattar datad May 2 , 1932> %o tlia aath- 
or» frea Mr. L. A. Russ, Dirsetar of KanaRsaMat Davslo^aent, 
v«stingt»ouss Xlsetrls Corporatlent 



Vc plaoad our Jfanageasnt Davelopaent Pregraa 
Inte operation last Kovaabar and, to data, hava 
looked upon It as being only the procedural phase 
prior ta establishing a pesitiva course of action 
in the daralops^nt of individuals. To date our 
course af action is net definitely detemined al- 
though in the nanag«»ient training courses i^ich 
va are thinking about, we will undoubtedly use a 
ease approach if we can work it out on a practic- 
al basis. »e da not as yet have the action phaae 
worked out and, therefore, are unable to answer 
any of the questions which you raise. 
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AfPENDIX H 



Exo«rpt» fron a latter dated May 5 * 1952 , to ttie 
auttor, froa Mr. John A. Baehua, reraoiniiel Des)artaent, 
Kroeer Coapanyt 



At you May know, our coapany le of neoeesity a deeen- 
trail sed operation. are organized Into five dlvielone 

which operate 25 branches located throughout 19 states. 

Ve have over 1,900 retail stox^s opaating under these 
branches. The maiber of retail stores under each branch 
ranges froej 30 to 108. The branches art divided into dis- 
tricts with each district consisting of approxlaataly 
15 storas. Saeh stora Is opersted by a store aanager. 

The above Inforoatlon is given as background so that you 
Bay bat tar understand the levels at which we have been 
using the case study teehnlQiw. 

Ve have been applying this technique at two levels: 

1. The district mana^r level In Senior Con- 
ferences In Management Developaent (5 day 
duratl^) . 

2, The store manager level in Junior Confer- 
ences In Management !>evel©paent (3 day 
duration) , 

The aen are trained In groups of 10, with all partici- 
pants being on the ssae lev4; i.e., all store managers or 
all district managers. The progrsca are conducted in 
branch locations by a team of two trained discussion lead- 
ers frem the general office personnel departiaent. This 
team Is composed of one man with several years of practic- 
al field experience and another a»n with personnel back- 
ground and training. In addition to leading discussions 
after a '^case” has been handled, these team members act as 
observer-evaluators. Several keymen froa the home branch 
also act as observer-evaluators. At the end of the ses- 
sions, the observers* notes are compiled Into a composite 
report on each of thepirtlclpant *s performance and an es- 
timate cf his potential for higher level work is made. 
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Thcs« r*p«rtt mrt with tb« mu by th* brMOh kwy» 

MR and ar« also \iea4 aa a gulda in halylng tha nan In hit 
af forts at salf-davalopnant . Tha "eaaas" uaad in tbasa eon- 
faraneaa ara aetual problans that hava arisen in aaary day 
oyaratiens an tha Jab. Tha problans ara daslgnad sa as to 
raquira tha partiaipant to hMidla a problaa with an indiv- 
idual on tha first day and handling a prabla* with tha 
group on tha second day. (Capias of typical problSM ara 
attached.) All problans ara handled by uaa of tha role 
playing taohnlqua. For tha rale playing situation tha par- 
tie Ipant ia upgraded &o€ level which places bin in ths su- 
parviscry role in relation to tha ether person] i.a«, a 
store nanager is placed in tha role of a district aanagar 
and is sshsd ta handle a preblan with a store manager. Tha 
individual ia allawed tan minutes to handls tha problem 
and My uaa hia own Judgment in his approach and solutioc. 
After each handling of a px'oblam one of tha ccnferonsa 
leaders will lead a tan minute die cuts icn period In vlxlch 
tha other participants offer constructive criticism to tha 
MR who has Just completed his asslgRasnt on his Mthod of 
handling the problan and the effaotlvenaaa of bis solution. 
Whils a solution may not ttava bean reached, tha technique 
is still an excellent way to develop discussione. 

Since tha men will a|;^pear In only one three day eofifarenoe 
and only one five day confertnee, there ia no problem in 
keeping monotony and repetition out of the two conferencea. 
Each individual in the conrerence is sssigned a diffsreat 
problem. However, we are constantly on the look out for 
mew problems to be xiaed in futuz*e scm’ereoces sots to oain- 
tain a dynamie and challenging atmosphere * 

Our evaluations of t\m program are primarily subjective in 
nature. However, we have received quite enthusiastic praise 
and support for this program frem keymen who are, by nature, 
reluctant to entgage in tlM-coneueiing off the Job training. 

Ve feel it is servlr^g a good purpose in helping us deter- 
mine the leadership qualifications of a man and then to 
J]elp him develop more quickly by providing him with guid- 
a»ee and the types of assignments he meds. However, we 
do make it clear to the men that self-develos»sent is their 
ewn reepensibllity and that we can only provide them with 
the opportunity, 

ve have fotind the case study technique quite useful in help- 
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Inc; M (kiirelop lenders in n deaocratie type ot eperatlon. 
It would ee«i that this technique eeuld ala# he useful 
in develepinc leaders is other situatiens, Xaturally, the 
Military servioee present a different type ef prohlea 
which would hare te he analysed at eloae hand hefere de- 
temininc the praetieality of this technique for use in 
developing Military leaders. 



APPEMDIX I 



Sxc*rpts froa a latter (iatad April 30 « 1932 * to the 
author, fraa Kr. R. E. Sotnntb, Paraoimal Plazmlng Sxxj^wlnor, 
Tha Detroit Edison Ccmpmnyt 



Ve hare aada Bocia u&a of the case otudy mthod In our 
Basic CviJpervioicn and Kuetan Relatione In Suparvielon coureao. 
The InfoTniation you raqueetad 1« given belov, for those 
prograau. Por oxaeutlva davalopaant, re havs for tli« nost 
part railed on the solving of actual currant worit*-nlUta~ 
tion probleiwj urrier line guidance and direction, Froblesjs 
that are dapartoental In scope ax*e freqtiently sharod wide- 
ly by the d«part»ant head with hlo staff and lower levels 
©f flupervislon. Prohlaiis and policy fonsMlatlon thst are 
Intardepartaant or Coapany-wide In aoopa are often handled 
by perEjanant or temporary coaaslttees, with participation 
at BOBK etaga and in uome Inatanoaa, extended to all surer- 
vie era In the Company, 



In general, we favor the use of active, live prcsbletca 
with relatively bread participation aiKi declslon-xaiclng 
cpportunltle*. This, of course, la not elwaye practic- 
able and, at any glvon tijce, nay not provide curz»cnt prob- 
leao in some areas. However oar belief In dersocratie super- 
vioioa, our provision for superviaer confereneeB in and con- 
ducted by line organization, together with a nwsber of 
peraouiont and fceayporary eosiKittees 1 b the baclcground for 
participation In a sui*priBingly large nuraber of current 
problems on a broad front. 

In Basic Supex’Vislon, a two-week eoxirse for new super- 
viaorc, we use case studies in connection with tralntng In 
problea-fiolviiag, Practice in himan relatione prebiee-s Giv- 
ing, us Inc the ancthod developed by Training Vithln Industry, 
la furnished using two Armstrong Cork - McGraw Kill so-uad 
film-strip, supervisory case studies. This la followed by 
rele-playing a probles of a inew eupervlsor who was promoted 
over aon with greater seniority. 
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Th« eouTM in H^«wm Relations in S^perrlalon «m glw- 
•n to all auparvlsora In tha Conpany by Dr. NonMm R. F* 
Malar of tlia Univaralty of Mlahlgan. Tha "Faraaol" As- 
aaably Probla« waa rola*playa<S for aaah group. Other aaaa 
■ tudlaa vara praaantad «ueh In tha aaimar liuiiaatad by 
Dr. Malar la hla artiola '*Audlenoa Hola«Playlng In IhaMun 
Halatlona," Voluaa 1Y» Ifuabar 3 , 1951. Tha "Paraaol" At- 
aaably Problaoi, other rola-playing eaaae and aaaa caaaa ra» 
suiting froo tha uaa of tha e;roup«>docl8lon aatbod acccapany 
this latter. 

Va have been pleased with our Xlrdtcd uaa of Uve oaco 
study Method but for experienced auparvlsors prefer actual, 
currant problaiM, For strictly ti’alnlng i;».a’j;-o£es we would 
not ordlr^LTlly have atiparlor and aubordlnate in tUc sssm» 
group. ul>vn actual operating problcsM and 

pollelas a supax^ior will often lead a confer once or hla 
subordinates, .o&i/xvinylng natex'ialn give tctAO iridlcatlori 
of tha nature wid origin of ti'iS case materials. Tha Method 
of api»vacci varies but uixlinarlly ea^loyo the group-declclon 
Method. Vlw ^'dataiMliusite*’ attitude has been used at tlMes 
but in actual cun'ent protlams the “fi'ea’* attitude pro-* 
valla especially in huj&an relatione problaMs. be favor 
line aupax^lsox^ as coriX'aranow leadax'e ar4 vo imvo iva- 
vialcna for confaronca leader training for that), be have 
not used a case store th&n or.ca with a grouf) except wia&re 
currant probl^w csmo back for revision or further consid- 
eration. 

I would hesitate tv ccNsaont on the applicability of tha 
ease Method to tha devalos»ent of leadership anong officers 
of the Military services. For one tiling, I believe we 
would have to define Just what you would IncliUte In the 
case ssathod. Tiia experience of the officerc in qaeotlon, 
the availability of wfcual, noiwial operating probltMS 
which could be shared and other factors ^oald seow to be 
li^ortant. Qei::»rally spaaklng, where a substitute for 
real experience is nseessai'y, case studios offer trainlhji 
values that often cannot be Mstclied by other aetliods. 



APPENDIX J 



£x««rpt* frMi a l«tt«r <3*t»4 May 13« 1952, to tha 
author, froa v. VhigiMM, iJr«, Aaslstaat Viea Praaidant, 
Indaatrial Ralatlana Adalnlatratlen, Camafl^la-Illinola 
"taaX Co«pany« 



Savaral caaa ]?robla»a Kara used aoaa $eara aao, hut 
thaaa hava net baan aprliad • Inca a broad nanaaoiaant da- 
▼alopMent prograic waa undertakan in ««* 

Vhlla oaaaa ara uoad Infaraally tor InUivldual davol- 
opaant, tl;ara ia xx> foraal pro^rssi of tha typa you hava 
in aind. 

MoKavar, It la our opinion that th« eaao aaittod 
has aerit, particularly Khan uaad to atlaulata group 
thinking toward a paactieal anawar* Lacking allitar/ 
axperlanca since Naval wlatlon in varld Aar 1, aa do 
net faal siualifiad to advise on the uaa of this tachnliii^ua 
to davalop laaderefcip acr.one officers of t*ia Araad Forces. 
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APPEKDIX K 



Coon«nt« on tht "Fixnctlons of the XAval <<3ainiatrator 
Series" ss taken froe an evaluation report ef Volunteer 
Ceapeslte Unit 1-25, (Educational •peclallst), Boston, 
NassaohusettB! 

1. Sufflelcnt use baa teen made of the seriea to Indic- 
ate conclusively that it la a sourKl aetbod of tz*alning, 

2, *^e ’’case Bathod” provides one of tt*e aost effec- 
tive netheds ef learning in staking possible widespread par- 
ticipation of Bcabers of the trainee group, 

3, Phlle the information taught through the use of the 
series ia both Intereeting and valuable generally. It serves 
to round out the backri'ound of those participants of brief 
experience and to refresh those t'fhose active duty days are 
now rather re«oto. 

4. By the consistent wsployment of discussion leaders 
who have the personalities and the techniques necessary for 
soand conference leadership, the series can be used to its 
utBOSt ef fectl venose . It should be noted that the Graduate 
School of Business fdalnletratlon at Harvard University uses 
the “case method" with acknowledged success, 

5# By considering cases In accordance with differing 
degrees of cos^lexlty It Is possible t© develop the trainee's 
capability to liandle situations involving varying degrees 
of difficulty. 



8, The series gives the participants the opportunity to 
think on their feet, to »eet argument with arguieent, to ac- 
cept challenges froa otiuers whose greater experiences are 
bound to lepress the trainees end guide their future think- 
ing, Learning under such circu«stances provides a flxw mo- 
tivation for the person who wishes to learn and la ready and 
willlRS to expend thought and energy to that end. 

9, Trainees should be encouraged to challenge the solu- 
tions of others at all times provided they ore ready t© come 
up with what they consider better ones. 
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APPKKDIX L 



OutllM Of PropoMd C*a« M«tliod progrwi for Looder- 
•hip Devolopaent of Officers of th* Uni tod Kavy. 



Z. — to dorolop poro^nal insight and iaprevod 

•kill In th« ability to raeognlM, 8eientifleally an« 
alya«» and provide oatisfaetery aolutlone for hxwan 
relations problsas. 

II. Pomulation of suitable Criteria for rralmtion 

III, DsvsloiNBsnt of Rs<|uisit« KlssMnts of the Frogran 
A, Conpllatlon of loadership dsvelcpsmnt stsnuol 

1. Naval leadership section 

a. Revision of present Naval Leadership 
in the light of advances in the study 
of leadership sines 1S49# and sdited 
by sooblned naval and peyoholo*lst 
board 

2. Cass aethodslogy section 

a. Instructions for case msthod proeedure 
to represent tlui "experlaental" ap- 
proach, rather than the "free" or the 
"detemlnate,*^ 

{!) Cwsposltlon of ttje group and se- 
lection of the leader 

(2) Student-centered approach and gen- 
eral rapport 

(3) Hole of the leader defined 
(A) Role of participant defined 

(5) Ketiwds of procedure recosssended 

(6) Process of decision-making ds- 
•crlbed 

(7) Pointers en conference aetbods 

3. Selection of eases 

a. Oathering of human relations cases from 
every level of every type of naval unit 
under the guidance of expert case histo- 
ry speeialists. 

b. nsfinemsnt and cataloguing of cases by 
combined naval officer and educational- 
ist board. 
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e. £val\uiti^ and iKproTaaant of eaaa 
hlatarlM throucti axparlaantal trial 
and raviav 

d. CoBpllatlon of final aat of aaata far 
Initial aarrlea uaa 

B. ExparlMontal trial in aalaetad naval anlta 
1. Evaluation af aaaa boak muiuacrlpt and 

addition of halpful pointers leemad fraa 
axparlaental try-out. 

C« Fraparatlon of apaaial training aovla an tha 
aaaa aiathod. 

IV, Futtlns the Frocraai Into Effect 

A . Special training far Inatrxictor teaaui 

1, aalaotad taaics given profaaalonal inatx'uo- 
tion In eaaa ■athodoXofy 

B« Regular training cauz^aa for inatruotore In ax- 
latiriij 3u?ara Instructor ^raining J choala 

C, ^ latrlbucion of "Kaval Laalerohlp Devalopiatnt 
Manual ' and uldaapraad publicity pra^rasi 

B. Beaonatratlon and Inauguration of nathod at 
key naval unite by specially truinod teams end 
shoving of special tiralnlng aievla 

S. < omulation cf persanent policy for case method 
leadership devalopaent of offlcura. 
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APPSMDZX K 



Pointers for uno in the preparation of a Caoa Method 
Prosraei for leaderehip deTeXep«ent of Military officers: 



Ceapilatien of casebook »«> **ltaval Leadereiiip DeveXopoient 
tlan^X.** 



X. All cases ahold be aotaaX real-Xlfe episodes 
gathered under professional guidance. 

2. C'^tsea should be catalogued according to t/pee of 
naval ovinlsation involved; the app^*ozlaate ranLc and type 
of Job the primary decision-making officer In the case 
holds, and according to broad case- type categories — such 
ss specialisation, relatione with superiors or subordin- 
atee, etc. 

3. «es should not be "pinned" to depict only one 
speeiflft 'eldership principle. 

4. Section on bow to draw up case histories local- 
ly should permit a constant case revision program through 
the addition of new ca&es at tlie activity level and tl«rough 
revleions to the case aeetlon by addition of cases sent 

in from the field. 

Preparation for Case Discussions 

1. riseussion leaders should be given special train- 
ing and should prepare case progra* carefully in advance. 
"Outside" leaders with professional training should be ob- 
tained trhenever possible. 

2. All participants should be instrueted In proper 
case study methodology and conference technique to avoid 
tendency for discussions to lapse into "bull sessions," 

3. Hestrict groupings to a maximus of 20 officers 
and do not as a general rule Include a superior and his 
subordinate in the same group. If feacible, group leader 
should be somewhat msre experienced than group m«Rbere, 
but be should not be the imaedlate superior of any of the 
members If this can be avoided. 

4. Biacussion sessions should be held at least once 
a month and not more often than once a veolc; normally a 
t%fo hour session appears to be moet effective. 

3. Meetings should be held wtMsre outside interference 
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will bw llwlt«<l to ail abaoluta alnlaMB. 

6« Tralalng ai<s, auch aa blaekbaard, ta^ raaordar« 
OYarhaad projaator, ata.» ckauld ba at hand. If practicabla. 

Conduct of Caaa Dlao^^ssion 



1. latabliah atudant-oastarad elinata at t)M varjr firat 
aaaaloR and raaoaa faar of rldleula or raprliaand. 

2. Eapley a aoMbinad induotlre and daductlva ai*pxs»ach 
with tha tormoT loading, '*Taxt* natarlal and prliKlplaa 
ahould be atudiad prior ta caaa dlacuaalona, but In claas 
aaaalcna c&aea should bo dlseucsad flrai ana fijii.'’ao) 08 t, with 
fra^oant rafaranea to principles aa thay apply in caaa prob- 
Ian aolutlORS. 

3. IpprocLch to a colucls^n a caiK proVIaa should ha 
through an "axpax*liiantal" procass of reescnliHf rathar than 
a rrao or a dataralLata ' approaoVi. 

4. Tha dlaeuaalan laadar a«st act aa a aodarater and 
catalyst but not an Oi-aala with the ana right anavar. Wo 
■ust aaica varbal contributions only In order to orient the 
discussion, OX' when thay sre called for by the group process, 
and than with the Umax's tandlng that his contributions are 
to ta evaluated the coa* aa thosa of othera* 

5. Short lecturas, isovlaa, rola-playlng, and other 
taetuilQuas should ba Introduced whan thay oaaai appropriate 
to tha case dlecusslona. 

/jspla tlsM should ba allowed for relatively eoisplate 
dlscusalen of all of the aajor Issues In each case. Hoover, 
tha tisa factor should not ba ignored, and tha grc'up pro- 
eessaa should ta conditioned to ttie point that it will 
aonltor Its wnTi px-ogr^ss, 

7. A written x*eport of the case should ba prepared 
by each gx'oup lessiber prior to the discussion ueatine in or- 
der to assure that each has worked out the problaec In his 
awn ulnd and is px^epored to defend his concluaions, As a 
general rule, however, tha case program should not ba used 
as a i^thod for evaluating officers, 

8. Kaslaeuai participation by all mm'coro of tha group 
snxat be anaouragedj the group should be tralxicd to dlscoxtr- 
aga BMiebers who talk too such and to encourage tha silent 
anas. 

9. Outside reading on subatantlve topics to be covered 
In fuvura caaas should be raccmxended and encouraged by fre- 
quent reference to material therefroa. 

XO. Tha scientific vathod eicployad by tl:a Individual 
aacsbers and by tha group as a unit should seek to answer 
*'vhy‘* and "how,” and tha analytical procedure should first 
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BorX out tho dlotinot olofient* of th« situation ml th«n 
order an4 Intesrate theso Into a eehoront oolutloii, Ono 
•f foe tiro proooto of analysis folloirs tho followins stops: 

(1) *oloction of tho most loHportsnt hwosn relations 
probloa under l7lo£ the case 

(2) Explanation of why (1) Is tho most Important 
problsa 

(3) DotorBlnaticn of Halting faetors which oppose 
a ready solution to the problsn 

(t) Proposed solution for basic problea. 
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